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SECRET 


CENTRAL INTELLIGENCE AGENCY 


MANAGEMENT ADVISORY GROUP 


MEMORANDUM FOR: The Executive Director 


Period 


CIA officers enjoy, in fact if not in theory, virtually 
unparalleled job security. They do not face the service 
officers’ maximum time-in-grade hurdles nor the periodic 
competitive weeding out FSO's undergo. 


There is one time only in his career when the inept CIA 
employee faces any real prospect of discharge: during his 
first or probationary year. Having survived 365° days, he is 
safe against all but the grossest offenses against security, 
decorum, or the law. 


The Agency, traditionally very chary of exercising the 
DCI's statutory authority to make summary dismissals, has 
only proved willing to discharge the inept or miscast em- 
ployee during his probationary year. In the last five years 
an average 
new employees] were SO Separated each year. In Contrast, 
virtually none were discharged during this five years after 
their probationary periods had been completed. 


The Agency seems content, and perhaps is morally 
obligated, to carry to retirement eligibility the formerly 
able officer who peaked after 15 years and is coasting. It 
correctly feels no similar cbligations to the new officer 
who usually has minimal family obligations and a minuscule 
investment of tenure in his intelligence career. 


GROUP I 
Excluded from automatic 
downgrading and 
declassification 
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Despite the best of screening aids, hiring mistakes are 
inevitable. Many new employees themselves recognize mistaken 
career choices, and the greatest percentage of resignations in 
Agency professional ranks occur during the first five years of 
employment. ; 


the Agency gives itself only a year to recognize and 
correct such hiring mistakes. MAG believes this time is 
clearly too short. CT's are still in training status when 
the year has expired (and are often receiving protective 
performance evaluations and “extra help" from their counselors. ) 
PIP officers are still busily indexing documents in RID and 
dreaming of a future CS career. CS careerists can be evalu- 
ated fully only on their field performance, and few are lucky 
enough to escape desk servitude within a year. 


MAG finds cumbersome, unnecessary, and possibly dis- 
advantageous the suggestion of hiring new employees under 
contract. The paperwork is umnecessary, and the Agency's 
primary recruiting theme - “a career in intelligence" - 


‘ becomes a bit hollow when followed by a contract offer with 


the standard 30-day notice clause. Adoption of such a 
practice would undoubtedly put us at a hiring disadvantage. 


The contract suggestion rests in fact on recognition 
that Agency management has grown accustomed -to letting con- 


tracts lapse but has shied away from firing staffers. It is 


thus in essence a dodge to circumvent traditional attitudes 
and practices. 


Why not, instead, change practice? There is no statutory 
bar to CIA's setting any probationary period it wishes for new 
employegs. MAG. advocates adopting a five-year probationary . 
period, with rigorous, competitive weeding-out hazards to be 
faced at the end of the third and fifth years. 


This proposal parallels roughly the Macomber task force 
recommendations for fairly ruthless competitive selection out 


of less promising junior FSO's. It assumes that marginality 
can be detected fairly early in a career. (There is good 
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evidence for this, in, among other places, the results of the 

CS evaluation panels.) It assumes that surgery is better and 

more humane early in a career than later. It holds the promise 

of fewer career misfits and of fewer future cuts in the established 
officer corps. It permits us to risk a greater infusion of new 
blood. 


MAG advocates competitive ranking of new employees in each 
directorate and the automatic discharge at the end of three 
years of the lowest 10% and at the end of five years of another 
5%. (There is nothing sacrosanct about the percentage cuts 
recommended but we think their logic can be supported. The 
CS Evaluation Boards are having little difficulty identifying 
a marginal 5% at each grade among more senior officers and 
we think the rationale of a probationary period argues for 
more rigorous pruning then than at mid-career. ) 


We suggest this procedure because the firing decision is 
always a painful one. No “sensible” supervisor wants to docu- 
ment the record, write the fateful recommendation, nor face 
down an irate employee. It is easier to try to palm off a 
marginal employee on another shop. The fixed percentage re- 
quirement avoids all this and ensures that the non-competitive 
officer is impartially identified and acted against. The 
two-stage procedure should permit some career experimentation 
and the rehabilitation of employees possibly miscast in one 
directorate but entirely competitive in another. 
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MEMORANDUM FOR: Deputy Director fer support 
: gar epi On Lengthening the Employee Probationary 
od aie 


: Memo for ExDir-Compt fr MAG dtd 25 March 1971, seme subject 


We do not agree with the reccmendation that the employee probationary 
period be lengthened. Nor do we believe that an arbitrary number of employees 
should be separated at the end of three- and five-year periods, 


The MAG recommendation rests on assumptions ebout the nature of the 
orce and Agency management which are highly questionable and, if imple- 
mented as presented, could have a seriously adverse effect upon professional 


recruitment and the morale of our young professionals, 


3- MAG's first assumption seems to be that we need a mandatory weeding 
out of 14 to 15% of new professionals in a five-year period. Add to thie a 
certain number of professional employees who will go each year through normal 
attrition-~currently at an all-time low of 5.6% per year--and we could con- 
ceivably encounter an unacceptable loss rate. Other assumptions or implications 
which we question inelude: 


8. Present recruitment and selection procedures are wrong 
about 15% of the time; possibly 80, but we are not prepared to 
grant it. 


b. Agency management lacks the courage to identify and 
eliminate misfits; and "the fixed percentage requirement avoids 
811 this and ensures that the non-canpetitive officer is 
impartially identified and acted againat.” We do not concede 
the first point, and the track record in the "701" and other 
ranking exercises suggests at least a reasonable doubt as to the 
second, 


4. On the positive side, 


. Must be improved. We have ava 


which can accamplish the MAG 
framework. 
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9. The policies and procedures’ which govern the c ee Lee 


Provisional | 
appointees to Career Empleyee status are formalized in zon 


of a strong Career Service in the Agency. There is no doubt that our 


6. Although 

is evident teed aie: basic concepts tn fr || ore essentially sound, there 25X1 
management tool and aoe the whole career selection operation a6 & 
status of ‘ make the prospect of convergion to Career Employee 
apparent that Seung See to the individuals concerned, Tt is also 

eatin epend for the , 
a Ltd cheba cooeian tase eee PVCS 

ne OGC and others, we conclude that " . 
smprove the career selection process significantly, id pine eheprt oe 

3 


Ys/Harry B. Fisher 


Harry B. Fisher 
Director of Personnel 


Atta: 2 
Distribution: 
O& 1 - Addressee 
*~ DD/Pers/P3ac 
1 - D/Pers Chrono 


OD/Pers/#BFisher:djp (6 Apr 71) 
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Revise es proposed in Tab A. This would 
iexiceles the importance of the entire three-year provisional 
aa in ieee dg anee It would also clarify the 

pecial meaning of the first yeer trial period and the delegation 
of authority to the Director of Personnel to affect separation 
of ‘employees during that period. 


: B. as proposed in Tab B to require that 
Wises uote teed ay oe ees th 
Career Provisional status on their completion of 9, 24, and 33 
months of service. The change would also require that all such 
reports contain a specific statement ag to: 


(1) the employee's sultebility for continued 
service; anit, 


(2) his potential for conversion to Career 
Eaployee arabe: 


® preposed in Tab C to cover the 
atage ton ot of peer to as the Director of Personnel to terminate 
those employees who fail to satisfactorily complete the initial 
one~year triel period. 


D. Publish an OPM es proposed in Teb D announcing the 
involvement of the central Office of Rergonnel substantively 
' dn the career selection process by haying the appropriete placement 
officers of the Staff Personnel Division 


@ review the Fitness Reports of all Career 
Provisional employees; and, 


@) personally discuss performance, work attitudes, 
and career interests with those Career Provisional 
enployees who are available for interview each year 
end as appropriate with the supervisory and Career 
‘Service officiels concerned, 


E. AB soon ag practicable arrange for Fitness Reports and 
Forms 1150 prepared on Career Provisional Employees to be recorded 
on paper of a distinctive color in order to further highlight the 
distinction between Career Provisional and Career Employee status. 
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30 March 1971 


Mr. Fisher: 


Suggest you discuss at the 4 o'clock today as we have’a suspense 

to Colonel White of 8 April. oe 
ee ts 

Attached memo deals with lengthening the employee probationary period. 
However, the title may be a little misleading as it covers other items; 
for instance, MAG is not for contract for new employees. I agree--they 
put their finger on it when they say adoption would put us at a hiring 
disadvantage. 


Some of the rest of this memo has a degree of "off with their heads" 
that bothers me a little. They propose a five-year period of probation-- 
while I agree wholeheartedly one year is too little, I believe five years 
is too long to keep the ax over someone's head. 


MAG advocates competitive ranking of new employees in each Directorate 
and the automatic discharge at the end of three years of the lowest 10 percent 
and at the end of five years of the lowest five percent.This bothers me a 
little and presupposes that the lowest 10 percent are going to be marginal 
employees. I suppose we could build in protections that if they are still 
obviously good employees we don't fire them, but let's give this one some 
thought. 


There is a harkening back to State in this paper and we should ask 
ourselves the question are State's people any better or as good as ours 
because of their methods? 
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31 March 1971 


Mr. Fisher: 


I don't like this recommendation on lengthening the employee 
probationary period. We don't need it; it rests on assumptions about the 
nature of both the professional work force and Agency management which are 
highly questionable; and if implemented as presented, could have a seriously 
adverse effect upon professional recruitment. 


We don't need it because we already have available the policies, 
regulations and procedures which can accomplish the MAG objectives, and 
can achieve them within a framework which is already established and accepted. 
We have a three-year period within which to evaluate and screen new employees; 
a decision to use it would seem to be the preferable next step. 


Other assumptions or implications which I question include: 


a. Present recruitment and selection procedures are wrong 
about 15% of the time; possibly so, but I am not prepared to grant it. 


b. Agency management lacks the courage to identify and 
eliminate misfits; and ''the fixed percentage requirement avoids 
all this and ensures that the non-competitive officer is impartially 
identified and acted against."' I doubt that Agency management will 
concede the first point, and the track record in the '701'' and 
other ranking exercises suggests at least a reasonable doubt as 
to the second, 


c. The comparison with State implies a degree of superiority 
in their system which I do not believe to exist. In the first place, 
our systems are not comparable in any major respects, and to 
the extent that they are becoming more so in method and objectives, 


ADR STR TIVE 
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we find that State is coming around more and more to our way of doing 
things, particularly in the areas of recruitment and employee utilization. 
Overlooked aiso is the historical fact that the levels of both FSO input 
and selection out are determined more by the state of the budget than 

by qualitative considerations , 


The Agency continues to attract a great many qualified people, but 
we cannot assume that outstanding professionals in indefinite supply will 
always be available. <A five-year probationary period, carrying some slight 
implication of a ''get the rascals out'' attitude on the part of Agency manage~ 
ment, could dampen the interest of a good many desirable candidates. 
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25X11 MEMORANDUM FOR: 


SUBJECT : Provisional Employee FR Monitoring System 


In order to establish a system to monitor employee evaluation 
during the three-year provisional period, the basic format for 
the Fitness Report control roster can be used with the two following 
additions: 
1. @ parameter which could incorporate two additional 
reporting periods os) and 33 months; and, 
2. a master print-out of those employees who are in provisional 
status and their Fitness Report due date for use by SPD 
in monitoring the system. 
Any studies conducted against the data currently contained 
in the Fitness Report control roster could presumably be directed 


toward the provisional employee group. 
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